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In recent years, A company was shocked by the keypad technology development. 
With market competition becoming fierce and business shrinking, the company is 
confronted with severe challenges. Under such background, A company adjusts the 
operating strategy and integrating production bases to deal with the changes; Meanwhile, 
the company strengthens internal operation and management to reduce cost of 
production by implementation of lean production. Taking a concrete project of the 
process optimization as the study case, this paper carries out a research on the aspects 
like the lean production methods and management system adopted by A company and 
then concludes experience of lean production and put forward some suggestions to its 
improvement. The author hopes this paper can provide references for other similar 
organizations and enterprises.  
Current production process there is a series of problems including WIP too much, 
repeated carrying and long L/T. This paper will study how to optimize this production 
process by the thought and method of lean production base on analysis of VSM, Takt 
Time, WIP, layout etc.  
After improvement, the WIP decreases from 418000 to 287000, which reduces 31%; 
the carrying distance reduces from 85m to 15m with 82% damping; L/T reduces 70% 
from 58 hours to 17 hours, Meanwhile, this paper also puts forwards some suggestions 
including the organizational structure, management system and daily management 
activity of A company’s lean production.  
This research shows that the value stream map analysis and process design for one 
piece flow are significant for layout design, process capacity improvement and waste 
reduction. Through process optimization study, we summarized the methods and 
experience of the implementation of lean production and process optimization. These 
methods and experience will provide guidance for A company or similar company 
carrying out process optimization. 
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A 公司创建于 1985 年，公司总部位于厦门。成立之初，主要生产硅橡胶
类按键，随着按键技术的发展，公司逐步发展成为提供硅胶类、塑料类、薄膜
印刷类和弹片类按键的综合性按键供应商，拥有厦门、南通、天津三个生产基地，















本文在研究的过程中以 A 公司作为案例进行研究和分析，通过对 A 公司的现
状流程介绍、layout 现状分析、VSM 现状分析、节拍时间分析、以及当前 WIP 和





























































































A 公司基本现状 现状 VSM 分析 现状流程问题分析 
解决方案设计（第四章） 
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